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ME- ORANLAUM POKs Mke CHILDE

LUBRCTY Cosmente supplesenting my memorendum of
18 Vctober 1949 regarding the proposed
report of the Lirector to the Ki.

£raface

Considering the lengthy investigstive procecs which has
been conducted in the intellizence field for the laat yesr and
s half, which culminated in the Lulles report and the issuance
of the E:C 50, the %L must be somewhat tired of all of thle
"negativensss," ifescause of the fact that the Dulles repori
and the NFC 50 were presused to evaluate the toial intelligence
situntion, I doubt if the Hil will bs eympsthetic toward sny
propossl which will etart now & chsin reaction of new
tntelligence investigations and sxaninations. fegardless of
owr high or low estsex for the Dulles repori enc the 4:0 50
oassd thereon, our primary sim st this juncture should be to
work progressively toward strengthaning the organisation for
intelligence throughout the Federsl structure in the interest
of national security. Any step which we take should not be
the motivating facter for stariing intertnecine squabble xi
high level, Ood fortid thet we should ever be responsiole
for starting a “dirty-linen washing coatest® in any degree
similar to the struggle on policles snd strategy now going on
betwsen the Navy and the Air Force, BHven if the dational | ...
fgcurity Council's Staff is willing to take our viewpoints
snd have them sent to higher level, we musi rezemler ithat the
ingralned, santegonistic feelings of some of the lepartrenis
will throw beck ldess st us juet &s hard as we eling our shote
st thewm. Accordingly, I plsad for sslutary caution 1f the
Director Le going to take the atep which he proposes.

A i et

1. To overcoms meny of the difficulties confreontin: uw
Lireotor in carrying out ihe responsibilities assizoed to him
under the Netional ‘ecurity Act of 1947 sand ths subsequent
Iirectives from the HiC, I believe that the total remedy falle
into two compariasntst

8., ihose mteps which can be taken todsy ty the
DMrector under present suthorities and policies and,

be Thoee 1tems ithat need additional clarificatlon
end new Lirectives.
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(3) Even though the word "material® ss ured er,&f[“ {‘(u\m
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(1) For the laet few years, the Director has
opsrated on the very solid principle thet coor-
dinstion oy using the cudgel-tactio of direction
will bring 1little result because of the lack of
goodwill thst will result among the agencies being
coordinated. Howsver, experience has shown qulite
clearly that the goal of prior agresment has resulted
in wtered-down products, innumerable delays and circuitous
procedures. Thus, I telieve today, the I'irector should
decide that the period of "ocoordination hy prior QOOp~
eration® hes ended and that even though the IAC agencies {
will still have an opportunity to express thelr view- J e -

points, unanizmiiy will.not te necessary tefore we o YAt ToAs e,

send papers to the LK for s decision,

(2) In keeping with this concept of strengthening
the hand of the Director 0 assune "forthright
initiative and leadership®, the NiC approved the KC
50 reconmendation to make him, not only s memuver,
vut aleo Chairman of the Intelligence Advigory
Comnittes, This step on the part of the A:C gives

gt:ﬁ to the hand of the Director.

B

in NSCID 12 12 very limiting in its application, 1 s s
it sseme to me thst we can do much more towsrd s v
formalising the suthority glven %0 the Tirector to fecn T
make "surveys and inspections of departmental
intelligence material ceeee®

(4) Mugh of our difficulty of todsy stems from
attempting t0 operats with "leadership® of directives
lssued ty the leader, ise., the LCI, when such
directives are puny and weak to accemplish thelr
ovjectives. The resson they are so flinsy is the
policy of goodwill which we have followed in allowing
each Agenoy to heve & ®crack® at the concepts in an
effort to achieve unanimity of acoeptence before
issusnce. Ifecause of praciical Htter experisnce,
w ghould no longer allow the lack of unanimity to
delay the issumnce of proposed ICI's, %e would
achieve more strength in the proposed dire:tives if
wo sent them to the HIC for deeision in ascordance
with Paragraph 3.g, N&CID 1,
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(5) %e should, today, examine our established L“ Rl
policies and procedures to sse if more can be done LAY T
to get "free snd unrestricted imterdepartmentsl A AU B
exchange of intelligence information® betwsen |
Departments and Agencles of the (overnzent as is 2
called for in NSCID 247,

(6) Have we, up %0 the present, teken sufficient
ateps to seek specifically ®the agel:stance of the
IAC intellizence agencles® 0 ninimise the nece:sity
of agsncles developing intellipence outside of their fo-r
fialds of dominsnt intereste? (NaCID 3.0(4)). { e o

R
(Q;;L\ »!:vfi.\t“

.

£t
T

(7) Have we worked out s production "plan® in o
collaboretion with the IAC apenclee in order to L
obtain from them departmental sggments in the total =~ '
mosaic of national intelligence? (KECID 3.0(3)).

(8) In the area of producing "intellivence
reports or sstimates yndertaken auiually", have
we, with sufficient definitiveness and continuous
follow-up, requested and received "such special
estimetes, reporte and periodlic briefs or summaries
prepared by the individusl Lepartments or Agencles..."?
(HSCID 349 (4))e (underecoring supplied)

(9) Have we, s the centrel responsible coordinating }‘
body, tsken the lsadership in promoting exchangs of patin s (o
information "on projects and plane in the prodection 00 IR

feare !

g
PO

of staff intellicence®? (NSCID 3.g (5)).

*, Pl
S a— S—

Unless we can furnish non-quibbling, concrete answer: to
the questions ralsed in the last few paragrsphs, instesd of
speaking sbout departmental negstive attitudes, I believe
the Uirector might e in s very vulnerabls spot in making
his presentation to the £iC, unlsss, in so doing, he clearly

indicates that his actious in these various fields are par- f /
elelling his new decision to coorcdinate Yy direction. . , f.c Ll
(underscoring supplied) ¥ SIS 4 G
G\Ff“ <3 - # g ’; . ’
W Lo " dire )

(1) If the T:CI 1g to be responsible for coordination
with the potency d@asired ty the :iC, the Council must
take certain amp%ﬁ'%w. strenzth to his hand in the
sccomplishment of this task,

_f
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(2) The responsibvilities of the Lirector should
be more clearly snumersted so as %o make known to
everyone, especially the intelligence Lepartments and
Arencies, what is tle exact mesning of the function
of “coordinmilon,® It should te furthsr clarified /, s
that 1t is only in this fleld of coordination ihat the o A
Director is asked to seek the sdvice of the IAC, and '(
that beyond his duties of coordination are many staff “,, L‘
functione which sre still within the immediste Vot
responeiiiliiy of the I'CI and are not of operational” ‘wy
conosn to the IAC agencies,

(3) Since the directives issued by the TCI ave
his implesmenting policies for operations in specifie
fields of endeavor, the inherent mseeknessss of these
directives bring about msny of the problsas under
which we operats today. The statesent of the KIC
that the LCI directives, when leeswed, ocarry the welght
of Council direotives is jurt so mary worde of noble
vintage unless the implamentation funciion on these
directives ir sdequately supporied. Howsver, this
fimportsat and very essential function gannot la dous
by the LCI because the HiC specifically states "the
respective intellipence chiefs shall te responsible
for insuring that such orders or directives, when
applicabls, are implemsnted within their intelligence
organisations." Accordingly, under pressnt opsrstional
policy, w: formulate the ideas, isecus the direciive and
then sesume 2 complete attliinde of indifference as to
the practicelity of its application, and that we do
tecauge the G so orderc.

(4) In discussing the production of Hasle Intelligence
(N:CID 3.3 (5)) the LCI is *responsi ble for ooerdinating
production and maintenance end for the edliting, pu’:lleation,
and disssmination of theose Kational Intelligence Surveyse.."
whereas in Farszraph 3. (3) of the seme directive, it
is plsinly ecs*rhlished that "changes in the outlins or
allocations shall be effected Ly between the
LCI and the sgenciss concernsd. {(underscoring supplied)
Thus, tne Hi€ must itsell determine whe ther, in thelr
almor for "forthright initistive and leadershl; " they
will agree to consi:tency of thought and expression
in their directives,

*To direct with strength, or
To direct with prior sugar-coated
sgreerent
That 1s the questioni®
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(5) Certainly the timely and adequats
dissenination of Current Intellipence is within
the purvisw of the coordination responsidility
of the LCI., Howsver, regardless of the optional
feature of following the ':menimity concepti of
BCIE 1 as to the uee of the IAC ty the IXI,
NSCID 3.1 (3) claarly states *Interagency
dissemination of current intelligence shall
based on Jntaregengy agreexent »eeee® {(underscoring
supplied)

(6) The seme principle of Hil 50 which oslls
for "forthright initistive and leadership of the
Pirsctor of the Jentrsl Intellizence®™ sanctions
participation by the [#C “more aciively in the
continuing mm;% of int21lirence activities.*
{underscorins supplied) Thie conbine of supresting
in the one sentence the accomplishment of results
by "leadership® and then asking for “coordinstion® r
with JAC 1is somewhst self-contradiciory and :
neutrslizes much of the effectivenses of the HIC 50
recoxzsndations, It iz tantamount to saying to the
Director "you do it 2nd be responsibvle, tut in so
doing, you must work with and secept the view- ‘
yointg of other people,” His hands are free but
his feat sre fettered. For example, "ection 4 of
NEC 50 1ista many queations whioch require “oocor-
éination® and hence must be resolved by the pore
a0iive participation by the IAC in seekiny and
applying the necessary rermedies, This view is
rubstantiated by the recommendation which calls
for action, not ny the DCI ®with forthright leader-
ship® but by the "Director of Central Intelligence
and the Intsllicence Advisory (ommlitee,

Lt o

Conelusion

1 reezphasize the element of care and caution in the
proposed underteking and hecauss of thie sapprehension, I
s convinosd that if the Director spprosches the KiC with
s position of strength, stove snd eyond the jurisdictionsl
differences thet exist betwesn departmental znd centrsl view-
points in,

s) ¢elling the Council conoretely about hipg decision

1 adopt & more herd-hitting type of direotion

becauss of hie experiences of the past few years
and, '
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h) wseeking from the Council their vlessing on
his decision, and specific writven clarlfication
of hie responsibilities in some of the [lelds
causing moet of the trouile today, he will
obtain the kind of powsr snd suthority which
he needs o sccomplicsh his mlseion and at the
same tire will not have fomented 411 will on the
part of the sgencies whhywach he must still
work,

Y.
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